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BORFIBERTIAL

REPORT O WORKING GROUP
ON

ClA's | OREIGN LANGUAGE PROGRAM

In response to en initiative from the DDCL & Working Crmup was
formed by the Deputy Director for Tuppost to examine the Aguacy s foreigu
lsnguage program sad develop recommendations to stresgthen it. Under
its terms of reference, the Croup was asked specificelly to:

&. Examine the status of current and projected language
reguirements ia the Agency.

b. Review the present system for maintalaing tie ClA
Language Inventory and for testing the exills recorded thers .,

¢. Recommend changes in the policy base of the Agency s
language development program to meet (ture needs .

The DD/S5 supplied the Chairman for the %orkiag Group which included

& representative from each Depaty Directorate snd adviscrs from the Offices
of Personnel and Training. (See TAB A for list of members .)

METHOD O APPROACH

In conductiag its review, the Working Group devoted primary stteation
to: presemt Agency policles  langusge development; evidence as & 2oxl
the effectiveness of these policles; records and sther indications of lenguaze
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requirements developed by the Deputy Oirectorates; probable trends in langusge
requirements; the status of the Language Siills Inveatory malstained by the
Office of Persosnel; the Agency's language proficlency testing program; proposals
for increasing the language cumpetence oi the Agency; and other proposals for
fmproving CIA's language program .

At the outset of ks deliberations the Group obtained & ¢omprehensive
presextation on the Agency's language program from the Chief of OTR's
Language School. A briefing by the Acting Oecen of the State Dopartment 't
Versiga Language School was also obtained In consection with the Group's
examination of the policies and ohjectives of language programs In State, 1A,
AlD, and the Departmenmt of Defense ,

SUMMARY OF | INDINGS

As others before, notgbly the Inspector General In Bis 1960 survey
of the CIA Traising Program, the Working Group found & widespread lack 3/
essential discipline in the Agency's management of its foreign language program.
This lack of discipline stems in large part, we belisve, from two prominent
defects in CIA's presemt language policles as they appear in and related
instructions: firet, the obvious lack of specificity which blurs the intent ¢/
policies and side-steps the detailed guldelines so necessary for their effective
administzation; second, the failure te provide adequately for centralized
moniteriag and sta!l supervision of the Agency s conduct of fts language program.

It was concluded that if substantial progress s to be made in lmpr viag
the Agency's language competence these two defects in soliey must be dealt
with. Comsequently, the main efforts of the Group have been gpplied in thet
direction .

CONCLUSIONS ArD RECOMMENDATIONS

LANGUAGE REQUIREMENTS

Realistic and meaningful language requirements are the foundativn
stone of any foreign language program . They are the ataxting point in the

4
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development of hiring policies, training programs, assignment practices,
€I MERSUTEs necessary to satisfy an organization s language needs .

ognizes this basic fact as well as the wisdom of aliowing each
Deputy Directer the latitude of establishing his owa language requirements
to meet his particular needs. But the regulation exrs, we belleve, in avaiding
any statement as to how often such requirements sbould be surveyed and ia
falling to provide for the staif review of requirements at a cemtral polat where
they can be related to other elements of the Agency's language program . Ar
a consequence, the DD/SET hes yet to meke a detalled survey of his laagueze
requirements, the DD/ and DD/S have done #o only once--in 1960, and the
DD/P's most recent survey was completed In 1962,

RECOMMENDATION #1

E is recommended that:

{») Each Deputy Director prepare by 1 July 1940 a current
statement of his foreign language requirements showlng the
poaitions, or proportion of pesitisms, in each component which
require language competence on the part of incumbents, together
with the specific languages snd proficiency levels involved. ‘Thesc
statements of requirements for language competence (n place
will provide useful beckground for assignment consideration and
the basis for developing language training requirements.

() Deputy mmtérs thersafter update their Jangusge
requirements at least annugily.

) Each Directorate furnish a consclidated stetement
of ite curremt language requirements to the Director of ['vaining
in g suitable format developed with him for this purpose.

TESTING AND RECORDS

rovides thet “stalf persomnel who clalm any degree of knowl-
edge o 2 Toreign language are required to have thelr proficlency evaluatexi
through Agescy tests.” However, ao time limit is set within which such terts
must be taken or retaken snd no one is charged with responsibility for seeiny
that it gets done, except the Director of Personnel in the case of new emplovess
entering on duty. Perhaps it should not be too surprising, therefore, that es of
31 December 1964, accordiag to the Office of Ferzonnel, only 34 per cent o/ the
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skillz recorded in CIA's - oreign l anguage Inventory had beesn tested, ané st
least two-thirds of the proficlency records--self-appraised as well as tested--
had been filed prier to 1962. A vigorous overbsul of the Agency ‘s resting
program amd Torelgs ! anguage Inventory are clearly in order.

RECOMMENDATION #2

It is recommended that:

{(a) Career Sexvice iieads be made responsible for aseuring
that employees under thelr jurisdiction whose foreign lenguage
proficiencies should be 2 matter of Ageacy record undergs appropuiate
teste as required by Agency pulicies,

() New seaff emplovees entering on duty with the Agency
who clalm foreign language skills be required tv have such axills
tested as a part of BOD processing, such testing to be vecomplished
within two weeks after their emtrance »n duty.

) all other staff employess serving in the Hegdguarters
area who claim language proficiencies that have aot yet been
tested be required to complete such tests by Ji Oecember 1966,
Priority in test scheduling should be glven employees claiming
spoken proficiencics .

() Staff employees returaing to Headguarters fcom overseas
or domestic fleld stations who have untested language proficiencier
shall be scheduled for testing as & paxt of their In-processing, such
testing 10 be accomplished withia two weels after their retuzn to

Headquarters for duty,

{e) To keep the Agency's ~orelgn Language Invemtory up to
- date, a policy be approved requiring that after 31 Decermber 1968
staif employees with tested language proficiencles below the native
ievel be retested approximately every three years.

{f) To simplify language records end testing activities,
only speaking, reading. and understanding sillls be tested or
recorded, subject to the provisc that the capacity to test writlag
and promuncistion be meintained to meet specific requests for such
nformation .
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GENERAL POLICY ISSUES

Gosls and Objectives

Emu that “the purpose of the Language Development Program
is te develop skille in foreign langusges required to discharge the mission and
functions of the Agency.” To translate this broad ebjective into megningfl
acti.ag, we believe more specific yoals should be identified. three are pro-
posed gt this time: the first sttempts to relate personnel assigaments to
langusge requirements; the second to provide a mintmum language goal for
professicna! emaployees in "foreign service” carecer [ields; and the third t
improve the Agency's language posture at overseas posts.

RECOMMENDATION $3

k is recommended that:

() After 31 December 1970, persomamel assigned to
positions for which specified languege recuirements kave been
established, or to onygsaizationsl elements In which a2 propostion
of politions have been designated s language-essentisl, will
he axpected to posscss the requisite language competesce for
such assigaments ualess an exception te mutually agreed upon
on an individual hasis by the responsible Operating Official and
Career Sexvice Head,

{b) By 31 December 1970, professicual employees
serving in career fields or employment categories designated
by the responsible Deputy irector as requiring langua e
competence will, valess ixiividually excepted, be expected to
possess a Nlly useful proficiency (1.2., "Intermediate” or higher)
in at least one foreign langusge .

&) Eflective immediately, every professional cmployee
assigned abroad will be expected to possess at the time he arvives
at his oversess post, or to acquire in his first six moexhs there,
at lgast @ “courtesy” level of preficiewcy (i.9., "Slight” o1 higher)
in the officlal langua;e of his post or in a commonly vsed altornate
isnguage. In sddition, nos-professional employecs, asd wives of
employees serving abroad should be encouraged to sequize such
‘couttesy” levels of proficiency and siould be provided training
for this purpose at Agency eapensc. '
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Career Trainees

In the beliei that the Agency's primary effort v improve its languegc
competence should be directed at #ts junior officers, the Working Group bas
proposed g special language pollcy for Career Trainecs. And in thig lastance,
permiassive phrasing and expressions in terms of yoals are drepped in favor
of stating the policy as & requirement,

RECOMMENDATION #4

Every Carenr Trginee whose planved gssignmert is tv a
career field requiring periodic duty abrogd shall possess at least
an "Elemestary” proficiency in one forelgn langusge before being
transferred to his Career Service and shell possess gt legst an
“"Intermediate” proficiency 1a a foreign language before completing
his third year of service in the Agency.

Incentives

The Group considered the need to provide apprepriate language Incentives
for at least twu categorics of Agency employees: (1) those whe in the futuce
bring to the Agency at the time of their appolatinent a useful {oreign langsage
skill and who are expected to sexve in languege-essentia] positions, ox in career
fislds requiring periodic service abroad; and (2) those who undertake the study
of specified esoteric or "hard"” lanjusges in the expectation of accepting aszign-
ments involving these languages.

B was proposed that some form of salary increase should be used ‘or
language incentives and that such incresses should be aveilable only to employees
in grades O8-11 and below sexving in positions other than as translators,
isterrogators, radio monitors, or lamguage lastructors. However, the Group
was unadle to veach full sgreement with respect to these proposals and to
develop appropriate grouad rules for thelr administration.

RECOMMENDATION #5

E is recommended that;

The ClA Committee for Language Development be instructid
to propose a langusge incentive program within the guidelines provided
above ,

4
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DAPLEMENTATION

As indicated in its summary of findings, the Vorking Group believes
that present Agency policies fail to provide adeguate centralized monitoriy
#nd staff supervision for the CIA language program. ‘vithout these, separate
elements of the language program cannot be properly interrelsted, over-gli
planning s difficult if not impossibie, certain types of centralized Tepurtia,
are herd to obtaln, and essential discipline is often lost,

‘The Working Group concludes thet the Director of Trainiag should be
responsible fox such staff supervision and that the Committee for Languagt
Development should expand its fusctions to assist him in caxryiag cut this
responsibility. Tws other coaclusions were noted with respect to the Cosuaittee:
(i) since past of its job is to review the sctivities of the CIA Laaguage Schaol,

ix should be chaired by the Director of Training or his Dsputy cather than sy the
Chief of the Language School, and (2) as 8 part of its function, the Commiitee
should maintain ¢ current classification of all overcess posts in terms of their
primary, alternate, and secomdary langusges to ald Directorates in estabiishing
language requirements .

Finally, the Group obsexved the need of the Lirector of Training to
receive adequate forecasts of language trsining requirements, preferably Ja e
fiscal year basis, so he can sfficiently plan for and manage the Agency's
language training activities.

RECOMMEMNDATION %6
It is recommended that:

{a) Subparagraph b{¢) o pe clarified to assign
rosponsibllity to the Director of for =taif supervision

of the Agency’s Language Development Prograa.

(b) The Direstor of Training or his Deputy sexrve as
Chsinnas of the CIA Committee for Langusge Development.

) Deputy Ulrectors supply annuel forecasts of langusge
training requirements to the Director of Traising in a format
developed with him for this purpose .

) The Director of Trainag mD umiestaxe
such other staff actions as may be required to carry out the
recommendsations in this report which receive final approval .
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